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SEREY
. . . The 43rd meeting of the CTIA Career Council convened on

Thursdey, 23 May 1957, &t 3:30 p.m., in Room 154, Administration Building, with

Mr. Gordon M. Stewart preslding . . . .

MR, STEWART: The meeting will please come to order.

- I thought the Career Council would be interested in these
two items that emerged as a result of the last two days we spent with Admiral
Comnolly on & variety of matters. In connection with our promotion system in the
Agency, and rotation, which he was discuesing today, he said he reviewed the 25X1A9a
papers--I assume in your office L—indicating --—on our competitive pro-
motion system or selection system--

MR. CAREY: T think he did it when he was on the Clark Committee.

_ He thought it an excellent series of work and as good &
peper as one could have on the subject, but he did want to raise one serious ltem
of caution and that was he thought we should be very, very careful not to go too

fast on the selection process or the competitive promotion process. He exen@l:i.F-

" fied what he meant by saylng that when this was instituted in the Navy they did

it Tirst for the rank of Captaln to Rear Admiral, and then they gradually brought
it down Trom Commander to Ceptaln, and then about five years went by and they
went o ILieutenant Commender, and then gradually farther and farther down, and
they discovered the farther down you get the more undesirable the system becomes.
They ran into a lot of difficulty on Lieutenants, as far as thelr files were con-
cerned, because there wasn't much material in them yet indicating what their
capacities were. And if a fellow had one single black mark he just got tossed
out, because there was no other basis for meking an mesessment. Admiral Connolly
felt fhat this was grossly unfailr, and they succeeded in getting rid of some very
able fellows. He said he could see some hazards in this Agency, which is such a
young cone, because we couldn't possibly have developed a file on the young

fellows and their files were rather inadequate, and that we ought to go rather
slowly as we bring it down the line. I thought this wae worth mentioning here.

He was quite firm about i1t. We gpent ten minutes just on this subject, in varlous
ways. Well, I realized we hadn't gotten 1t down in the scale yet, but I thought
1t was worth raising his word of caution so we could take a good look at’'it before

we get down too deeply in our system.

1
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B - cccond ltem hed to do with something which 1s
unrelated to this subject and which is of not such immediate or pertinent impor-
tance but he is convinced that when it gets to the point where we have to go to
the Hill on our personnel Tigures, that we ought to get smart, the way the Army
and the Navy have, and go up there with overseas figures, departmental figures,
and pipeline figures - putting aslde those people in training, in hospltals, and
what not. And Congress has gotten used to it and Congress thinks it & better way
then to make both ends of the T/ 0 look inflated. Well, the wisdom of this might
be worth exemination. God knows, we have never been in this position yet but we
almost were this year, and might be at any time. So I thought I'd like to invite
that to your attention so you could teke & look et it.

COLONEL WHITE: I think this paper today ig very responsive to that
point.

MR. STEWART: Yes, very definitely.

_ That was all I had. Thank you. 25X1A%a

MR. STEWART: Right. I spprecilate that.

MR. CAREY: This was Admiral Connolly? 25X1A9a

_ Yeg. This was in the lsst two days.

MR, STEWART: Since the principal purpose of this meeting is the last
item on the agenda, I would like, if possible, to move through the first several
{tems rather repldly. None of them are metters that require long deliberation,
in my opinion, by the Council.

The first item is the minutes of the 42ond meeting. Is there a
motion that they be approved as submltted?

COLONEL WHITE: I move they be spproved.

_ They're okay. 25X1A9a

MR, STEWART: All right, unless there is a dlssent we will pass on, then,
to the second item, which is a paper dsted 8 April 1957, subject: Awards to Feder-
al Employees for Outstanding Service.

Colonel White suggested that we Just bring this one up once more
for a look before we go ahead with it, and I suggest that, Red, you might want to
make one or two comments aboubt 1t.

COLONEL WHITE: Well, I note that, of course, the participation in

these things is permisslve rather than mandatory, but it seems to me that, first

2
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of all, if we are going to put anybody in competition with people in other
Government agencies for any of these awards, we are golng to have to push it, and
we are going to have to come up with a lot of. evidence as to what this fellow
has been doing and why we t_hink he is outstanding to receive one of these awards.
And 1if we are going to go to all that trouble it seems to me that we would want
to have the best man or the best men in the Agency competing for these. Apd, in
the first place, there 1s a very substantial part of the Agency which could not
possibly compete in any of these without destroying their general utility for
service 1n any sort of a cover arrangement. And then the other point, which is
related, is that you must recognize that anyone who participates in any one of
these is forever lost as far as his‘ utility in the Clandestine Services is con-
cerned. And the type of people that it seems to me we would want to participate
in thie are the younger people who are "eomers"--and we're pushing them out into
the limelight long before they have gotten to a position where thelr field should
be narrowed. And it would seem to me 1t would be to our interest, if they are
really outstanding people we would want to get them into jobs where they would
render oubstanding service, and by publicizing them this way we are pubting them
in & position where their utllity 1s very limited.

8o just as a matter of general principle I am opposed to the basic
idea of the thing. This paper as such is permissive and not mandatory, but I just
don't like the idea. 25X1A9a

_ Red, this paper /[ indicating memo addressed to Chairman,
Career Council, dated 20 June 1956, from the DDCI, Subject: Public Recognition for
Federal Employees Through Awards Granted by non-Federal Orgenizetions, Reference:
U. 8. Civil Service Commission Departmental Circular No. 8l9, subject as above,

3 April 1956_/ has not been distributed.

. . Off the record .
25X1A%9a

_ Red, in comnection with the Rockefeller Public Service
Awards, Mr. Dulles told Mr. Dodds that we would participate, and you [ Colonel
White] concurred in that reply. So we have, in respect to one of these, already

sald that we will participate if we have the right kind of a candidate. We are

not bound to submit a candidate.

COLONEL WHTTE: I interpreted the letter from Mr. Dodds as belng something

3
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to which the Director had to reply. 25X1A9%9a
_ Heretofore he has said we could not participate, but

this time he has said that we would, and his letter and Mr. Dodds! letter are

in this file also. I don't think thils is a shotgun proposition--
COLONEL WHITE: I don't feel embarrassed about that. I think we as

& Councll--and I know the Director would feel the same way--that despite the fact

vths.t he has signed that letter to Mr. Dodds, and despite the fact that we have

that letter from General Cabell, if we sincerely believe that this is wrong, T

think he would expect us to say so. So I don't feel enbarrassed ebout saying so,

or being the only one to say so, for that matter.
MR. STEWART: I certainly go along with the position you L_Colonel

WhiteJ take on this. I felt when this paper came through that we were somehow

or other obligated to go shead with it, but I have no enthusiasm at all for it.
_ Tt certainly would be an inequitable situation if the 25X1A9a

large part of the Agency is stopped from participating, but it seems a shame that

the total body of employees should be deprived of the opportunity to participate .25X1A9
a

_ Could I drop a piece of philosophy on the table? I think

because certeln people will be stopped from it, 1s not an inequity. That is an
inherent problem of working in the Clandestine Services. I don't think, for
example, thet when we nominate persons to the National War College we are saying,
"This 1s the best man."” We are saying, "This 1s & good man" - but he is not
necessarily the besgt man.
COIONEL WHITE: But we do & lot of talking, Rud, and General Cabell
does as much if not more than anyone else that I know of, to the effect that we
are trylng to become a more homogeneous Agency, and to heve more cross~-fertiliza~
tion and geuneral utility and Agency esprit raether then component esprit. And it
seems to me this is not the way to develop that.
25X1A9a _ I don't want to prolong this but I notice the DD/P has con-
curred in it and therefore I am really asking for informestion. What is 1t
these awards and opportunities glve that the Agency can't give its own employees
if it chooses to do s0?

MR, STEWART: Publicity.
25X1A9a _ Why don't we cork the thing off, then? I mean, we can

give them awards if they do outstanding jobs. We can send them to college for a year--

L
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_ It's the public recognition, there is no gquestion about
it. And, as General Cabell polnts out, there is the element of prestige for the
Agency, but I think that 1s another matter.

_ Well, I don't see the FBI getting these awards.

MR. STEWART: _had one of his men up for an award at the
Civil Service affalr recently, and he was a DD/I type, really, an analyst, but
T didn't feel that the intelligence business gained much by that. There wasn't
very much you could say sbout what he had done, and from what was sald it sounded
to me, at least, like a lot of other people had done about the same thing. I
don't think you make it stick very well in a public presentation in front of 800
people--about the largest dinner I ever attended.

_ Mr. Amory has felt this would be useful in the DD/I, and
hes sald so at our Council tsble. But your point / indicating Colonel White_ /
of homogeneity in the Agency is another question which should be balanced against
that, it seems to me.

MR, CAREY: No - my instructlons were that he thinks it might be of
some benefit to some of the people in the DD/I, but he 1s not red hot for it
nor red hot against it, but he thinks 1t would be of velue to certaln elements
of the DD/I as recognition they can't get. Everybody knows CIA can't get any
public recognition for anythlng.

MR, STEWART: I think if we do it at all one thing we want to avold is
a frantic effort to get candidates for all of these annually. I think there is
no need for that. And we might, if need be, change our recommendations or qualify
the recommendations made here, and get it agreed to by the people who signed off,
to the effect that these programs will be announced asnnuelly when they come up
and that 1t will be entirely up to the Deputy Directors whether they want to
come forward with candidates, but there will be no canvassing.

_ Tt doesn't need to be announced to the whole Agency,

slmply to the Deputies.
MR. STEWART: 8Simply to the Deputies, and if somebody has by chance

the right guy for one of these things and if it's then agreed he should get it,

why fine.

One of the things, Red, about the Civil Service award, it's given

in a number of cases to people quite advanced in years who are coming to the

5
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close of their service, and who are thereby honored in front of God and every-
body. They had one for a man who ran the motor pool in the Post Office.
_ I would say the average age of those people was over 25X1A9a
50.
COLONEL WHITE: Why don't we transmit this to the Director in the form
that Gordon has it here, witfl g little amplification--if I sense the consensus
of opinion here--that there are some reservations but there is no reason why 1t
can't be permissive, if anybody hes a candidate who happens to meet the par-
ticular requlrements. 25X1A9a
_ Does this Council get & chance to examine the candidates?
MR, STEWART: That 1s written in here, yes.

25X1A9a
_ I think that is a good stopgap. We can kill them all here. '

Zﬁlaughter_7
MR. STEWART: All right.

Then let's move on to the third point which is included here for
your information and for eny comments or guldance thet you may wish to offer.
Reading over these two letters, both signed by Harris Ellsworth and saying very
different things, I derive the following questions whieh might be useful to
answer and get an opinion. Now the first is, should we go ahead for separate
legislation? You gather that the Civil Service Commission 1s very eager that we
not go ahead for CIA legislation but that legislation be developed for all over-
seas people, and suggesting to the Bureau of the Budget that they call a group
together to discuss thils. The second question I have is, would we want to in-
clude in our legislation the provision made in the White House letter that we
wlll permit them to retire on full annuities in event of involuntary separation.
Now we have it entirely on the basls of voluntary separation. He suggests in
this letter that we go shead with voluntary separation. It struck me that in
working over our legislation we might want to consider including a provision for

involuntary separation. Those were the two questions I hed on this.
25X1A9a _ Gordon, could I shed some light on our discussions with

25X1A9%a — In the first place, the May 9th letter was pre-

pared by the Civil Service Commission for Mr. Ellsworth's signature as Chairman
of the Commission; the May 13th letter was prepared by the White House for his
gigneture in his capacity as advisor on personnel matters to the White House.

6
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So Mr. Ellsworth of the White House has placed Mr. Ellsworth of the Civil
Service Commission, in & sense, on the spot. The White House letter was drafted
by Joe Winslow, who is a staff officer who has continuilty on personnel matters
for the White House through the changes in Civil Service administration, the
DuFlonvCOmmittee, and all that sort of thing. He 1s saylng, from a White House
vantage point, that they will support our getting exactly what the Forelgn
Service has--8t the bottom of page 1 of the May 13th letter - age 50 with 20
years' total service, retirement at full snnuity computed et the 2% rate. What
this amounts to i1s that we would be exchanging a straight 2% rate across the
board in place of our credit for overseas service. If I could explain briefly,
in the first five years & person earns l%% ¢ivil Service-wise; in the second 5
years he earns 1 3/4%; and after 10 years he then earns 2%. The Forelgn Service
earns 2% from the begimning. Therefore, in place of our following the staggered
rate of percent earning that the Civil Service has and then superimposing on top
of that credit for overseas service, the White House is proposing that we have a
stralght Forelgn Service retirement formula, which, you will recall from the
tables we looked at, up to eight years overseas service means that both formulas
are equated together; in other words, our tables according to our formla, up
to a total of 8 years' service, provide the same kind of teke-home annuity that
the Forelgn Service does. The formulas are different but the goals are the same.
Do you see what I mean? Therefore, they are proposing that instead of this more
complex formule which we have devised, that we have the stralght Foreign Service
formula. As they point out, above eilght years we would then not be getting more
than the Foreign Service, which we admit our formula does. Above the 8-years-of
gervice point, our formula provides larger teke-home pay than the Foreign Service.
We recognized that at the time but we also recognized that very few of our people
would have eight years' overseas service. But we can't convince the Bureau of
the Budget or the White House, or anybedy, that from a long-range point of view
none of our people will have more than elght years' overseas service, and un-
doubtedly 20 years from now there will be somebody who has more than elght, and
right now we have a couple who have seven and a half, or something like thet.
25X1A9a 1t o[ oc it thet ve have within our grasp the
approval, from the Bureau of the Budget end the White House and the Civil Service

Commission, for a formula which would glve us the Forelgn Service benefits, and

7
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that whether the legislation goes to the Congress now or not, now is the stra-
teglc moment to get them all to sign off. 5o even if we don't send legislation
to Congress now 1t could be all signed, sealed, and ready to be delivered two
years, or whet not, from now. 8o, therefore, he has already asked the Bureau
of the Budget to bring the warring parties, the White House, Cilvil Service,
Budget, and ourselves, together, so that the Buresu of the Budget, the White
House, and CIA, can convince the Civil Service that this Foreign Service formu-
le is something that would be equiteble to us and not inequitable to the rest
of Government.

MR, CAREY: Suppose we got this through, it wouldn't prevent us from
trying to get something else through later?

COLONEL WHITE: I think the important thing is that we aren't goling
to get to first base untll we do get this group to agree.

_ We won't get to first base until they agree; and, second,
we won't get to first base unless we admit we should not have more than anybody
else in Covernment; in other words, 1f we agree we are not entitled to more
than the Foreign Service 1s, we can get somewhere, but 1f we press to get more
than anybody else we may get them to examine it but they will never agree.

COLONEL WHITE: They won't examine 1t through--

_ The White House is offering us the Foreign Service
formule and I think we should grab it and get it signed off now, if possible.
That 1s my personsl view, and Norm's, too.

COLONEL WHITE: Mine, too.

_ Therefore the only action the Council need take is to

authorize us to continue to negotiate along thet line, if the Council wilshes us

to.

MR. STEWART: There seems to be very 1ittle dissent.

_ There is very little cholce on 1t.

MR, STEWART: I do want to raise the question, though, whether we warnbt
to ask Normen to get the involuntary clause up for consideration, at least, and

see what can be done.

COLONEL WHITE: I think you should get it up for consideration.
_ The involuntary retirement is for over the age of 50, is

it not?

8
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25X1A9%a Under the present Civil Service system involuntary

retirement prior to age 60 means that you reduce the annuity by 1/2 of 1%, end
then under 55 it's 1% per year, which means that on an involuntery retirement

at age 50 or age s , there is not much left for the guy to teke home.

Does that spply to the Forelgn Service?
25X1A9a PRy gn Serviee

No. I can't say whether the Foreign Service has involun~-

tary retirement.

?25X1A%9a _ Does the Forelgn Service have provision for involuntary
retirement?
I'm sure the Forelgn Service has that authority. I think
25X1A%a I v

it's used very seldom but it's useful to have that.

It's involuntary retirement but not for cause; in other

25X1A9%a
words, if the Job has been abolished--

MR, STEWART: This is a selection-out procedure.

25X1A9%a

(continuing): --thls 1s a selection-out procedure; in other

words, 1f you select out a men at 52 then he lnvoluntarily retires but gets a

failr equity at the time.
MR. STEWART: I think it would be useful to have.

This would provide an excellent base for a selection-out

25X1A9%9a

procedure

Tt doesn't hurt anything to have it and it might be

useful.

MR. STEWART: We can't legally get them to retire until they're 70,

with 15 years' service.

We can involunterily retire them now but they get such

25X1A9a

e small annuity that it's not enough to live on.

25X1A9a _ Is there any opposition by the Bureau of the Budget to

the involuntary retlrement?

MR, STEWART: It hasn't been discussed with them. I am suggesting that

when we do go to the Bureau that we raise that point as a possibility.

Then could we go to item 4, the proposed changes in procedure in

applying for menbership in the Career Steff. This is a very simple one, which

Rud can explain.

i ted b nversations I had with Mr.
25X1A9a _ This was stimulated by co sa
9
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James Barker who was visiting CIA on behalf of the Killlan Committee. In brief-
ing Mr. Barker about the Career Staff system, end so on, he put his finger on one
of the problems which we know we have had, namely, that a person hed to elther
apply for membership in the Career Steff or say why he did not wish to epply.

In other words, three years ago we adopted this procedure, as a calculated risk,
thet a person had to "stand up and be counted.” There has been--and I use the
word advisedly and not exactly humorously but in sort of a colloguial sense--sort
of an element of blackmail in this, that you hed to sey something "or else." As
you know, there i1s e delinquent list of about 50 people who have not epplied, and
some of them we know are not intending to apply; in other words, they have violated
the spirit of the regulation because they don't ideologically believe in 1t.

Mr. Dulles and Mr. Kirkpstrick ,joined_ and myself just 25¥X1A
as we were completing this discussion, and Mr. Dulles said, "Well, I think that
should be put on the asgenda of the Career Council, and T wish you would discuss
1t." In essence, what we are doing, then--since we now do have a Career Staff
and since we are no longer epprehensive as to whether 40 or 90 or 30 percent of
the Agency is going to apply for this - they already have, and, as I say, maybe
they heve been forced into it in some instances--in essence, then, we are making
1t completely voluntary as to whether a person applies for membership in the
Career Staff or not, and no onus is attached to him for not applying for member-
ship. He would not get any of the benefits unless he did become a member, but
that is his business. For example, take the language incentive progrsm, if a man
becomes eligible and does not apply when he is notified that he is eligible for
menbership in the Career Staff--if he does not spply he would then not be eligible
for the language incentive awerds. That is, in essence, what we are doing. We
found over the past three years that this requiring & memorandum of reply as to
why an individual did not wish to become a member of the Career Staff really
served no useful purpose, you did not get to the real root of the problem. A
pumber of overly consclentious people slgned such memoranda end we found we had
to go back to them and explaln they were really overly conscientious, and this was
not the intent. So we got a sort of random sample of persons who sald they did
not wilsh to become members of the Career Staff when they really did and were
entitled to according to the groundrules, and we got other persons who did apply,

perheps with thelr tongues in their cheeks, as we dlscussed last time in connection

10
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with the directed assignment situation. This proposition makes it entirely
optional with the individual as to whether he becomes a member of the Career
Staff or not, and once he becomes eligible he could sign his agpplication when-
ever he wishes to. We will eliminate a great deal of extra paper work and a
great deal of what I really belleve is "spinning the wheels" in trying to follow
up on some of these cases that get scattered all over the world end you Jjust

can't ever reach the solution to them. I think this 1s an improvement in our

system.
kay by me.
25X1A9a We certainly agree.
This will eliminete the 1list that you and I talked gbout .
vou remenber we have carried a category of "declined." Instead of a category of

"declined" from now on it would be "persons eligible but have not applied.”

MR. CAREY: Would that be a Category D or no category?

_ Tt will be a category of persons who have had the oppor-

tunity to become members but who heve not signified theilr intention yet.

25X1A9%9a

Rud, by the terms of this you are not actually removing
25X1A9a I
the onus, because you say here that the Agency records will be documented to
that effect.
25X1A9a _ That has to be done, because we have sald, for exanmple,
in the language regulation, that 1f you are not a menber of the Career Staffl
when elliglble, you are not eligible for the money. You see what I mean?
25X1A9a _But it still has the seme amount of pressure in 1%t that
the original system did.

25X1A9a _ Tor an individual to sit down and write a memorandum toO

the Director saying why he does not want to become a menber is quite a hazard, and
it serves no useful purpose because you don't get at the bottom of the problem,
because it comes out completely wishy-washy, and no purpose has ever been served
by those memorands.

MR. CAREY: T think it's a good idea.

_ Would you still go back to pecple who don't spply to try

to flush out their reasons? I'm thinking of the over-consclentious type who dld

25X1A%9a

not epply originally and put in memorande to the effect they did not wish to

apply because of so and sO. T pelieve that was one value served by this, you
11
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did catch some people who d1d not epply for what we consider the wrong reasons.

- T think that day has pretty well passed. This was &
question of picking up all the people on the payroll. Most of them now would
be new ones, and 1f they're not interested in finding out what the rules are
and what thelr rights and benefits are, it doesn“c, seem to me we need to en-
courage them any more than they have been encouraged already. I grant your
problem but I think the problem has already been eliminated.

That was a helpful benefit.

You say thet 1f the application has not been returned
in 90 days you will assume the employee does not wish to apply. Now some people
are going to be awfully far sway, and in some cases the notification may not
have reached the individual.

MR. CAREY: They can still epply at any time.

_ Bub in the meantime his file would be documented that
he did not wish to apply.

_ I don't know how you are golng to handle your language
development bonus if we don't do that.

_We Just have to assume communication will take place

within 90 days.
- We have individuals to whom we have sent as many as ten
gpplications in an effort to get them to sign it.
MR. STEWART: TIt's a waste of time.

_ And it gets us nowhere.

MR. STEWART: Shall we move to the next item?

[y

_May T make one suggestion, Gordon, that we follow the

procedure on coordination of this regulation--thls is a change to a regulation--
which the Council agreed to in November?

COILONEL WHITE: Yes.

MR. STEWART: The next item is the Staffing/Development Complement .

25X1A% [ i1: roke the presentetion of this peper, and B e 25X1A9a

explain some of the mechanics, and he has a few pleces of paper which I think

will be very helpful to you in understanding how this actually works out. This
does come very close to establishing a "pipeline" ca.tegory,_ T 25X1A9a

hadn't thought of it in those terms but it is, in fact, a “pipeline."

12

Approved For Release 2001/03/30 sSsiRET™20-01826R000800050039-1



25X1A9a

25X1A%9a

Approved For Relea_sfe 2001/03/30 : CIA-RDP80-018225000800050039-1
- Y - e s T

MR. STEWART: All right, John, you have already been announced
properly.

_ We want to talk ebout manpower control techniques. I'd
like to deal with principles and policy, and my two helpers, _ from 25X1A9a
Personnel and -from Communications, will pick up and put flesh on
the bones.

Now, I'd like to indulge in a little preamble first which should
be useful to you in consideration of these two things we want to telk about
particularly. There are three methods of manpower control: one 1s dollars,
enother 1g ceiling, and the third 1s T/0 or sometimes called "staffing pattern" --
and that is 8ll. Sometimes one sees & combination. That is true in industry,
in business, and United States Government and New York State Government. Here
in town, State has dollars and T/O ; National Security Agency has celling; Atomic
Energy has dollsrs and nothlng else - that is all they have; Navy Department has
dollers and ceiling; Post Office has dollars, celllng, and T/O (end they also
have a management steff, Just like us); Civil Service Commlsslion has dollars
only; Internal Revenue, celling and dollars, with a consideraeble latitude for
the manager to do as he pleases on the T/O. Commonly there is much more latitude
glven to the manager, and by "manager" I mean Division Chief, Office Heed, AD,
Steff Chief--go when I say "manager" that is what I mean--considerable more lee-
way, all over the world, than we have. In contrast, I would put it this way:

it seems to me that here we don't trust anybody. I think there is nothing more 25X1A6a

absurd than when George Carey wante to transfer somebody from_5X1Aea

- he has to write me s paper, then I have to give it great deliberation, and

then T write another paper, which used to go to the DD/S, but George can't move
thet men until I say so. What is more silly than that?

We have in this Agency a thing called a T/0, which you are all
remiliar with. It is without doubt the most rigid, inflexible, and costly
mechenism thet I have ever seen. It was brought in here from the Army. The Army
concept of a T/O ie being used quite differently from the way we have it here,
and their philosophy is that of the T/O as a cadre, and they build up and down

on the basis of thls cadre. So we took that concept in here and have constructed

13
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the most rigid thing that I have ever seen, and it costs us like the devil.
Nobody has challenged it, and I propose to do so.

It's amusing that only yesterday I picked up the Harvard Business
Review, and here & principal officef in a bilg chemical compeny deals with the
question of delegation of authority. One of his sentences is: "We have come
acrose some cilrcumstances where a manager is given authority to spend hundreds
of thousands of dollars for materiel but he can't create one $3600 clerk.”" And
he asks why? You can't do 1t here, either.

Now these two concepts are so compatible that in my view they
should go together, but these two concepts originated in my mind back in the days
when I was working for-and Frank Wiener, because I saw wilthin the DD/P
some things that T am now describing as costly and inflexible and rigid, and coxriz-s)(“\ga
pletely non-trusting of the senlor officer. So in my ingenuous way of looking
et life, is the guy over 21 or isn't he? Why don't we trust him? We can't do it
under the T/O system we have.

It took me a long time to do something about it but finally I com-
posed a staff paper and gave it to the DD/S in 1955. The DD/S agreed 1n principle
and suggested we ZTManagement gtaff and Offlce of Personnel_7 teke it to the
Career Councll. So we brought one part of 1t into this Council. The Council

25X1A9a approved of its trial run, end |GGG <y kindly volunteered to be
the guinea pig. We are going to report to you todey on that performance - how
the thing worked out. It has been one year that this has been in Commo, and Gen-

25X1A%9a eral_ did not want to report previously because he was having ceiling
troubles and he wanted to get his menning up closer to his ceiling so they had a
fuller application of the concept. Now, the Council had aspproved of Commo trying
out on & trisl-run basis Just the so-called "Development Complement,” but when
Commo cesme to do 1t they found thet the Development Complement and the flexibility
feature were so close that they could do both. So they put both in and worked
them out. This was done by Management Staff, the Office of Personnel, and the

25X1A9a Office of Communications—_ principally, as Deputy of the Administrative
gtaff of Commo. We will tell you gbout thils process, but you should know that
the whole concept of the staff paper was put into Commo and developed. Commo
reports favorably on the trial run and advocates its continuance. And we propose-=

the Director of Persomnel and I--thet we extend the two to the Agency on a tallored

1h
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besis. I mentlon the word "taillored" because the gpplication has to be differ-
ent. In some cases there would be no need for a Development Complement, notably
in some places in the DD/I. The DD/P has the worst problem, and it's golng to
call for some very careful study.

Now, in summary, basically the philosophy ies to get away from
this rigldity that we have, with due and proper protection--all under celling
and all under dollars--and give the operator the bresk, like Commo has. More
specifically, what I am talking about--and I think in not more than two minutes
I can tell you what it ig without golng into the detaills, which willl follow in

25X1A = the coordination of the new manpower regulstion, I rov almost resdy. We
have not presumed too much, I think, on your aspproval, but we are ready to move.

Part I is the flexibility feature, flexibility for the operator
to move his people, all within ceiling and all within proper PED position evalua-
tion control, without the rigldities and without any control danger. The prin-
cipal significance in the concept of flexibility in menpower utllization is a

true work burden T/0, not a T/O reflecting dozens, and in some cases, as I have

seen, hundreds of positions which have been misused. Then, within such properly
drawn T/O‘s the objective 1s to provide substential freedom for the operating
officials to shift people and positions in order to meet a change in the work
burden, all under dollars and celling. Thus you see I am proposing for you here
that the Agency adopt ceiling as a technlque of control and under it a work burden
T/O which 1s really an expression of your needs to accomplish your work, but,
going along with it, the freedom to shift in the fashion that Commo developed
during this past year, and I want |Jjiftc do thet detailed explanation in 25X1A9a
a minute.

Then in the second pert the concept is simple: It is the formu-
lation of a third personnel accounting category. You can call it a "pool" but
we didn't like the word "pool" because it has an unheppy Inference in 1t here,
so we pilcked up the most euphonious words we could think of end called 1t the
"Development Complement." Commo had done this previousl& with the "Rotation Re-
assignment category" - the RR. This concept is a means by which you can preserve
the work burden T/O. You can't possibly do so unless you have a third category--
which is not a T/0, let me call it & "pool" - into which you can put these people

who do not contribute to work burden. You therefore have a clean headquarters
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T/O and a clean field T/O, and nobody who isn't contributing on the Jjob to dis-
charge the work burden gets in either one. The returnee home or the people who
are in tralning for indefinite periods, that is where they go. It is, of course,
8 mechanism, and, I might as well be frank with you, s suspense account, and
part of the design 1s to give proper opportunity to see and control the "ywander-
ers" - so that you get better personnel accounting. TIt's highlighting the fact
that an individual hesn't got a job or he hasn't got a job because you haven't
25X1A9a
moved him. §So -an once a month know how long John Jones has been held
in suspense because no place could be found for him. He shows up on this simple
report.

We have now a report from the Office of Personnel that lists the
in- and out-casuals by total, but it hasn't any dollars in it and it's pretty
hard to use a theoretical concept.

Well, that is it. I told you what the recommendation would be,
that we go shead and tailor it for the rest of the Agency. But before we do that

25X1A9%9a
I think maybe you ought to hear_and the Office of Communications' rep-
resentative in respect to what has been done successfully in Commo.
25X1A9a _ After that introduction scme of you mey think you won't
heve a table of organlzabion next year. That is pot the case. Our changes aren't
gquite that revolutlonary. They are substantial, however, and I believe they can
best be explalned through a review of three exhibits, two of which are tied in
with the Commo test run and the third of which ettempts to show what might happen
in the Deputy Director of Plans' unit.
If we could refer to Teb 1, to begin with, this is & brief case
history of & situation encountered a few months ago by the Office of Communicatlons
25X1A6a gt the time the -Signal Center had to be beefed up due to the folding up
25X1A6a of_ To begin with, at the beglmning of the test run,
1 April 1956, Commo plamned in thelr original plenning paper to have a Commo
Speclaliet, who was head of the Stétion, two Commo Tech Supervisors - Grade 9,
two grade 8, and 4 Commo Tech Crypts in Grade 7. 1In the initial T/O listing you
will note we specified by numbers the gupervisory Jjobs; the working level GS-T
job is denoted only by an asterisk. That is what we have termed a Hflexible"
position, which means normal expansion would probably take place first at the

working level. Then along came the necesslty to lncrease that Station. Commo had
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avalleble six additional Commo Tech Crypts, GS-7's, from the _
that was being folded up, whom they needed transferred immediately to- 25X1A6a
This took place without any T/O change, merely by submitting personnel actions.
They were shifted then to[j ir the flexible jobs. Because they increased 25X1A6a
the working force they had to add two sdditional supervisory Jjobs. At that
level the jobs were processed through Management and normal clessification review
channels, since the positions were not designated originally as "unlimited," they
were what we called "limited" Jobe. However, I will say--and I believe Commo
will concur in this--that this exercise took place very quickly and with much
legs paper than would previously heve been £he case. Your "limited" positions
would consilst of key supervisory and that type of position, whose grade might
depend on the organizational structure or where it was located, or positions
that are "one of & kind," as we call them. The "flexible position," on the
25X1A6a
other hand, would consist of working level jobs, as 1ln the case_ pre-
sented of Contact Division, where your grade l3-and-below Contect Officers would
be designated as "flexible positions" on the T/O of _and. 25X1A6a

you could transfer people between those two stations freely merely by use of a

personnel action.
Are there any questions?

_ For a group of such flexible positlons would you have

but one Job sheet?

_ Yes. That eliminstes some complications end detalls we
hed in the past.

B :ob; ore you incorporating into this eny flexibility in
grade, as, for example, on your test case here, you have established the senior
msn there as a GS-11 on the basis of his responsibilities plus the supervision.
When this was extended to some 16 or more, the grade dldn't change. Isn't it

loglcal to assume he has greater responsibilities, plus greater administrative

regponsibilities?
_ Yes, there 1s a range whlch is covered by the GS-11, and
when it resches a point i1t could be upgraded.

Without going through the present system?

Without going through the present system.

I might mention we have had some conversatlons with Commo to set

17
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up & prototype of Commo stations, a l2-man station, a 3-man station, etc., sort
of an advance gpproval, and 1f your stetion shifted from a small one to a large
one you would have a T/O that could probebly be put in.
- T might point out this specific example, that the G8-11
on the right-hand side was Jjustifiled not solely by the supervision given but by 25X1A6a
additional duties that were performed by that individual. When thefjjjjjjffstetion
Increased its T/O into 1t went more people of other categories, and they took
awey from this individual the other functions he was performing, so in effect
there was a decrease 1n outside functlons which normally would have brought the
grade down to the 9 level but because of the staff level it brought it back up to
the 11, so there was an 11 to a 9 to an 11 shift.
_ Some of his responsibllities were taken over by the other
two "limited position" types which were added to the Station. 25X1A6a

B - oo o security officer 1o

and this GS-11 specialist did some of that security work. When we folded the

25X1A6a _the Security Officer went back to |JJiitherefore he became 25X1A6a

25X1A9a

25X1A9%a

a G8-9; and then because of the Increase in staffing pattern he went back up to
11. This did occur.

_ It was & simultaneous shift of responsibilitiles but the

grade level was still the same.
-: Any more questions on this first example? L_No response.]
On Tab 2 you have s summary of where Commo stands today 1in terms
of the various categories of positions, where they're llmited to one of a type
or limited to two or three, in cases of Section or Branch Chiefs. We have- 25X9A2

T/0 entries. The incumbency limitation, where some cen be occupied by two or 25X9A2

Here you will note the term "supplemental position" appears for

the first time. T will briefly try to explain "supplemental" jobs. These are
Jobs that Commo felt they might have to activate during the next year but there
was a degree of uncertainty on it. I might cite a case: for example, they may 25X1A63

feel they might need an Elint specilallst in -but there were lots of questions
18
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about whether they could get proper cover for them or whether the program would
be agreed on. However, 1f everything was signed off they would want to send
the man there quickly. 8o they might have put in a request in that particular
Station for this what we call "supplemental position." It's an alternate job
which they would get epproved 1n advance from Management and Personnel.
25X9 You wlll note here that the Development Complement, which Mr.

25X1A%9a -has spoken about, has nov | iv it, or spproximstely [jof the 25X9A2
Commo strength. I think thet is qulte congilstent with a lot of studies of the
Department of State and elsewhere. Commo now ha'u- training and other types 25X9
of situstions.

Is that about the average?

Tt has come up from lower than that, has 1t not, Joe?

25X1A9%a
Actually, it's a moveable thing. If there isn't & strong
recrultment effort, then the number of people in this Development Complement de-
clines, and seasonally if recrultment effort slacks off and people complete
processing for overseas, it comes down. But we hit what we think would be an
average incumbency of thet type to go in there. It's not as high [JJJJJB vut  25X9
that's a good figure, nonetheless.
MR. CAREY: And you had no celling category whatsoever?
25X1A9%a

-There will be a celling, and we will go into that on the

next exhibit, which includes the celling controls. The ceiling will include
the sum of the Development Complement plus the Staffing Complement in the case
of Commo, where the Head of the Career Service and the Operating Officlal is
the same.

Tet's move to Teb 3. I'd like to go into the relationshlp and
development of a planning peper to the flexible ‘I‘/O. The plenning paper is,
roughly, the equlvalent of your current teble of organizaetion. It's what you
believe you need et the time that you put in the T/O request. In this sample,
gtarting from the Staffing Complement planning paper--you will note that the
1imited positions, beglnning with the Division Chief, G8-18, are indicated by
parentheses around the number. We have one gecretary, GS-9. And then below that
you will note there is a clerk-steno, @8-6, with a zero by it. This means that
the office felt that during the year they most likely would need a steno but

they did not want to budget or plen for it against their celling, to begin with.

19
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They did, however, in this case get approval from Personnel and Management to
establish that position when and if they needed 1t. That would be a "Supple-

mental" position. Going down the line to Branch I, the first three jobs there

are "limited." You will notice the Section Chief is limited to three individusls.

The next job, 12 intelligence officers, GS-12, is a “"flexible" position. Follow-
ing across to the next column, Flexible T/O, you will note an asterisk, which

indicates the intelligence officer, G8-12, is flexible. In summary, this means

‘you would plan for 12 but with a flexible T/O you may have any number that are

needed--

Provided you are under ceiling.

ntinuing): --provided the ceiling is met. There 1s one
additional control - the Office of Personnel will provide guidelines indicating
the grade level for various types of jobs. This will be done by standard-type
descriptions rather than the individual ones we have hed in the past. Thet will
cut down some paper.

Moving down to the bottom of Branch I, we have a reports officer,
GS-11, snother "supplemental" position, which was spproved by all concerned and
which mey be activated when we need 1t.

The same procedure applies to the Field Station, where we have

estimated the requirements for which we would budget in terms of numbers and

types of jobs. The actual paper which will be issued, however, willl be the flexible

T/0 - the column on the right. There is a total of-positions in this Staffing 25X9

Complement. That 1s the number that we expect will be required to do the work
burden for thig part of the mission. This means each oune of the .)ositions
will be an active one, and that people will go from these to the Development Com-
plement positions when they are in training.

On the next page we have msde an adjustment. Our estimate showed
we need sbout 1k people in the Development Complement. Item ILL here, the Grade
Authorization Teble, i1s a control used by and for budget. The grade distribution
is based on the planning peper, the 1imited and the flexible positions. It is
merely & total by GS gredes of what we planned for and what we budgeted for. For
the Development Complement we presume that the average grade will be & good base
to budget for the number of positions you feel would be necessary in the Devel-

opment Complement. Ceiling, then, in the case of Commo, ig comprised of the

20
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number of positions in the Staffing Complement plus those in the Developument Com-
plement, and Commo was able to shift celling from one to another as they saw
fit, through use of the flexible positions.

And by means of a personnel actlon, no T/O change.

25X1A9a

Right.

To go back to page 1 on this Tab 3, it is possible to shift people
from a grade 11 job to a grade 12 job if both are flexible positions, providing
the requirements are met, which is a degree of delegation to the Operating Official
of clessificetion responsibility. He must, however, keep within the overall
grade suthorization.

I would say this was & great step forward.

25X1A9a

If ceiling goes up or down that can be adjusted without the
necessity of adding positions or of teking positions away, through use of the
working-level flexible jobs.

Would it be fair to say that the limited jobs control the

25X1A9a
structure whereas the limited jobs plus the flexible jobs control the total num-
bers authorized on duty?

es.

25X1A%9a

You can't change the organizational structure, because

the limited positions fix that and establish that.
25X1A9a

Yes. If you want to establish a new branch or break the

pbranch into two pleces, you stlll heve to go through a normal review on that.
MR, STEWART: This will cut down on the T/O changes tremendously.

25X1A9a T think we have got something here. I have been hoping for

something like this for a long time.

COLONEL WHITE: I don't think enyone said anything sbout something
which is contemplated and that 1s eliminating all these individual requests thet
come in on the T/O chenges. We would hope you would just come in and review the
T/O once a year and meke the necessary adjustments, without the formal gubmission
of any requests.

_ Unless there is a major reorganization, 1ln which case you
heve to start from scratch.

- This system proposes & quarterly review by Menagement and

Personnel, which is done almost sutomatically by looking at the T/O, and 1f we

25X1A9%a

25X1A%a

21
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feel something 1s getting out of whack we talk to your Division Chief or some-
body like that. 25X1A9a
- Because thé way the system is now I have almost gotten out
of communicetion with it, because we can never remember whether we are talking
T/O or personnel, and the relationship between the two is almost unrecognizable.
_ Is there a provision also contemplated or included--your 25X1A%a
paper here refers to an Area Division--how about flexibility for moving people
from one Ares Division to enother when a crisis occurs or there is a legltimate
need for it?
25X1A9a _ Thet would be done sepsrately from flexible position to
flexible positlon by personnel actions, provided the Divisions stayed within
ceiling. The ceiling, however, would be controlled by the DD/P and he could shift
that ceiling if necessary. Because in DD/P, unlike Commo, you would have probably
one Development Complement. This doesn't presume a separate Development Comple-
ment for each separate Division and Staff. The Development Complement 1s keyed
into the Career Service. If a Personnel man, for example, in DD/P, went into
training, he would come to the Office of Personnel's Development Complement. It
would mean that we would have to budget for the Development Complement at the

Career Service level.

25X1A%a - I'd 1like to retract what I said sbout the awsrds and

recommend _for an Arthur S. Flemming sward. “TLaughter
25X1A9a & [ Temgpter /

COLONEL WHITE: These are three things which you haven't got but you

8till have a celling, which is the combination of all three of these, and there

won't be asny increase in celling to accommodate a Development Complement. You

gt111 have clasesification review by the Personnel Office and you still have an
average salary problem, which is a budget problem--which are stlll centrally held.

MR. CAREY: What is the difference between this and the old business

of having & T/O snd & ceiling below the T/O but being allowed to operate in the

difference?
COLONEL WHITE: This cleans it up so you can tell who is doing what.

_You know where you stend with this system.

COLONEL WHITE: You [ indicating Mr. Carey] don't have the problem

25X1A9%a

go much, but in Dick's ares--1t's not so bad now but it has been, that when you

tried to figure out how many people you have got in the Far East and a statistical
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report would show one thing and then you would find -n field T/0's 25X9
that haven't been quite transferred because they don't know where they are going
to be used yet. Now this would meke it very clesn - how many pecple here, how
many in the field.

25X1A%a _ This encourages accurate slotting of people. You don't
have to carry a men iln the field after he gets back here.

5X1A9a _ It glves some controls. It gives the supervisor an oppor-
tunity to correct some abuses. The wey it is now, it's like putting your finger

into & sponge.
25X1A9a _ In the DD/I where the Career Services and the Operating

Components are synonymous it mekes little difference, but 1t mekes a terrifie

difference in the DD/P and the DD/S.

25X1A%9a _ Tt's got my vote.

COLONEL WHITE: You [ indicating Mr. Carey] could shift say three

poststons ror Y 1 o veted to, fus by person-

nel actiouns.

25X1A6a

MR, CAREY: Thet works fine - Part I.
25X1A9a 111 this meke a substantial reduction in paper?

We had this on a trial run in Communications for a year.
One thing which I think is of lnterest to almost all of you is the movement of
people to get a job done. In this type of T/O at the working levels now, where
you have your flexible positions, it gives you the authority to move your people
merely by personnel action, and the positions you're moving them %o are flexlble
end in effect are authorized unlimited incumbency. So if you have a changing 25X1A6a
workload, as Tab 1 showed here - changing the workload from_
we moved the people and we moved celling along with the people without any hard-
‘ship, without any authorizetion required between the Management or the PED staff.
People and ceiling can be moved to meet a changing workload with minimum paper
work esnd effort. We found this flexibility, particularly in our work where we
have radio operators and code clerks scattered all over the world, to be the
most advantageous part of this Staffing/l‘)evelopment Complement. The Development
Complement we have used for people while they're in training, when they're not
productive while they're learning and they are not encumbering our work burden

T/O. They remain in the Development Complement until they are epsigned and depart
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for a field station or a headquarters' position, where they are slotted.

There is no question sbout it, you are limited to ceiling. You
can't use the T/O to get more people on duty than you are authorized. The
minute your on-duty strength hits your ceiling, you have to stop. But it does
glve you mobility within that ceiling to put these people where you need them
to do the work, without a lot of peperwork and without a lot of approvals on
the outside, and without the blessings of Menagement and PED in those cases
where the positions are working-level positions.

_ And this has a bearing on the basic documentation, you
might say, the historical record of each individual. There probably isn't any-
pody in this room who hasn't been slotted "for slotting purposes only," and the
slotting shows you were at a statlon and you were never there at all. This new
system eliminates the necessity for that. It is no longer necessary, Jjust to
provide sort of a voucher device to ensble a man to get a paycheck, to slot him
in a place to which there is no intention of his going. That fouls up the en-
tire personnel record of that individual for all time.

MR. STEWART: That was qulte & serlous fault.

_ In developing the Profiles we found people haed been all
over the map, according to the officlal record. They never set foot there, but
that was necessery by reason of our old, srchalc system, as John polnts out.

COLONEL WHITE: The only thing a Statlon used the T/0 for--they
plcked one that had numbers on it g0 the number was old enough so they would be
gure to get paild with 1t, otherwise the T/O didn't mean very much.

MR, CAREY: What is the actlon to be teken on this iltem?

MR, STEWART: I was going to say we will go ahead on the recommenda-

tions unless there is dlssent. Is there any dissent in these recommendetions?
[ No dlssent. _7
_ Tn eddition, we will process the regulation which puts

this into effect formally.

MR. STEWART: That will be processed and cleared through. Thet ig the

next step.

. The meeting sdjourned st 4:50 p.m. . .
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